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Abstract 
The automotive market is currently subject to an unprecedented change. Presently a transformation from the conventional, individual kind of 
mobility, which was primarily operated by internal combustion engines, to a change of technology, driven by sustainable drive systems such as 
electric mobility, takes place. By now it is quite ambiguous, which technology within the individual mobility will have great success. However 
there is a general agreement, that the change of mobility will have strong impacts on the entire supply chain. The scientific discussions are 
focused mainly on problems in the primary commodity sector such as the development of electric vehicles, the technological core problems 
(e.g. battery technology) or the infrastructure. However the impacts on the indirect fields and especially the highly profitable automotive 
aftermarket are to the greatest extent remain unnoticed. In this area, there is a lack of funded reviews and scientific approaches about how to 
deal with technology shortages and its impacts. All the different Stakeholders operating in the field of the automotive aftermarket will be 
affected by this change. But in particular for small and medium-sized car repair shops it is not very easy to generate new innovative and 
extensive strategies next to their day-to-day business. Within this paper the development of a method will be described, which should help the 
stakeholders of the automotive aftermarket to reconsider their existing strategy and to find alternative strategies to modify their existing 
strategy. The usage of this method is very simple and does not require a lot of input to be successful in generating acceptable strategic 
recommendations. 
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1. Introduction 
Due to a lot of different reasons the electric mobility sector 
becomes more important. [1], [2] New legal requirements give 
a strict limitation of exhausting emissions (e.g. Germany) and 
the rising cost of gasoline and diesel fuel result in a higher 
amount of sold electric vehicles. [3] Although the previous 
acceptance of electric vehicles so far was not worth to be 
mentioned and the potential customers acted more cautiously, 
the electric car recently enjoys increasing acceptance and 
popularity. [4] McKinsey expects in 2015 in large cities 
already market shares between five and sixteen percent for 
electric vehicles in new registrations. [5] For instance, this is 
caused by a rising driving distance with only one load cycle 
and the increasing availability of electric cars from different 
manufacturers. Due to the obsolescence of the internal 
combustion engine (ICE) in electric vehicles the previous 
conditions for the different stakeholders in the automotive 
market are changing. Furthermore the share of electronic 
devices in cars will increase continuously in the next years. [6] 
The power relations along the complete supply chain will 
be reorganized and new suppliers and competitors will enter 
the market. [7] This leads to a more and more competitive 
situation. Next to the technical sector, especially the 
automotive aftermarket will be affected by these new forces. 
Due to its high margins and the solid revenues the automotive 
aftermarket has got an important role for the automotive 
industry. [6], [7] In the after sales market a distinction can be 
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made between the spare parts business, the accessories 
business and the customer service. [8] In future the increasing 
amount of electric vehicles in the market will affect all these 
three sectors enormously. For example, due to the fact that 
electric vehicles have much less mechanical and moving 
components the demand for spare parts and high mortality 
parts will decrease considerably. [9] 
Due to the rearrangement in the market long-established 
stakeholders have to adapt their common portfolio to the new 
market conditions. In particular the customer service faces 
substantial challenges by changing the needed technical 
equipment for repairing cars, the employee training, the 
distribution of new spare parts (e.g. power electronics, control 
units, batteries) and obviously the changed portfolio of 
services. Simultaneously, it is very important for all kind of 
workshops, in order to satisfy the customer, to ensure a high 
service and quality level, with at least the same standards as 
before. 
However, this ambiguous situation makes it much more 
difficult for workshops (in particular small and medium-sized 
workshops) to guarantee a constant service level. 
2. Automotive aftermarket 
This Chapter characterizes the automotive after sales 
market and its stakeholders. Figure 1 gives a clear overview of 
the structure of the automotive aftermarket. It also shows 
changes due to the electric mobility which threaten the 
profitability of this market. 
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Fig. 1. Structure of the automotive Aftermarket 
The market can be separated into four different levels, the 
parts manufacturer level, the distribution level, the workshop 
level and finally the customer level. The stakeholders of the 
automotive aftermarket with its various interests are spread 
over these different levels. At first on the parts manufacturer 
level there are the original equipment manufacturers (OEMs), 
the original equipment suppliers (OES) and those who are 
acting in the grey market. [7] The spare parts are provided and 
distributed by these stakeholders. The OEM normally is the 
manufacturer of the primary product (e.g. vehicles). The OES 
supply the OEM with original parts. In contrast to the generic 
parts, which are being sold by the gray market manufacturers, 
the original equipment spare parts produced and sold by the 
OEM’s and OES are considerably more expensive. [10] 
Beside the availability the costs of the spare parts are of high 
importance. [11] Generic spare parts often are spare parts 
which have a high margin and a high sales volume. [12] Due 
to the fact that Generic spare parts are copies of the original 
spare parts they are much cheaper than these of the OEM’s. 
As illustrated in Figure 1 the distribution can be split up into 
two different sales channels, the OEM-distribution channel for 
the original parts and the independent parts distribution for the 
generic parts. At the workshop level different stakeholders sell 
their parts and offer services such as maintenance and repairs. 
Especially this level is gaining in importance for several 
reasons. Most stakeholders only have the opportunity to 
contact the potential customer at this stage, which enables 
them to identify the customers and their needs. Thus, the 
stakeholders can develop new value-added services and offer 
them to their customers also there is a good opportunity of 
cross selling. [7] The workshop level consists of the regulated 
aftermarket, where car dealerships of the OEMs and 
authorized repair shops are settled and the independent 
aftermarket, which is characterized by large repair shop chains 
and smaller independent garages. [12] The independent repair 
shops support various brands of the automotive industry and 
their services diverge heavily. There are a lot of specialized 
enterprises which only offer for example tires, glass repair, 
painting works and maintenance or repair services.  
Furthermore, there is an intermediate step, which is settled 
between the workshop level and the customer level, called 
intermediaries. This group of stakeholders is connected to the 
regulated aftermarket and the private customers. The 
intermediaries can neither be assigned to the members of the 
workshop level nor can be classified as customers. Typical 
representatives of this group are for example insurance 
companies which give some guidelines what kind of services 
should be done by the workshops. Thus, this group can have a 
big influence on the automotive aftermarket. [7] The customer 
level represents the last level of the value chain of the 
automotive aftermarket and its stakeholders are the most 
important players in the market. There are two different 
groups of costumers, the private customers and the business 
customers. One major part of the business customers is the 
group of fleet management companies. [12]  
The automotive aftermarket is affected negatively by the 
increase of electric mobility. As shown in Figure 1 the 
following indicators are decisively responsible for the 
negative development in this sector: [7] 
- Decreasing share of mechanical and moving parts 
- Longer service intervals 
- Immature battery technology 
- Less additional units 
- Limited self-service possibility 
Mainly the Stakeholders of the workshop-level, the 
regulated and the independent workshops, are affected by this 
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negative influences. Due to this situation, for the workshops it 
is very hard to defend their recent market position. 
The regulated workshops, which are substantially driven by 
the OEM’s, due to their economic power would be capable of 
identifying the need for changes by the raising proportion of 
electric mobility and would be able to counteract those needs 
with appropriate measures, but a lot of OEM’s are currently 
focusing on introducing new models of electric vehicles into 
the market. At this point the research and development as well 
as the departments of the after sales service are involved. The 
reason for this is that there are a lot of outstanding issues 
regarding the sales of the primary products. [13] In this sector 
decisions regarding standardization already are needed to be 
made, which will have an impact on a long period of time in 
the future. 
For example, standardized plugs have to be developed and 
designed, the needed charging infrastructure has to be 
designed for a general compatibility across different 
manufacturers over the coming years. This illustrates the 
challenges which are likely to play a key role in the 
development of the future electric mobility at the moment.  
However this development has to be adjusted 
simultaneously to the prospective issues of the after sales 
service.
 Table 1 illustrates a comparison of the characteristics of 
regulated workshops, workshop chains and independent 
workshops.
Table 1. Characteristics of different workshops 
Criteria Regulated Aftermarket Independent Aftermarket 
Regulated workshops Workshop chain Independent Workshops 
Human Resources (training 
possibilities) 
very good good medium/poor 
Adaptability (e.g. tools, 
diagnosis) 
very good medium poor 
Financial situation very good good  medium/poor 
Flexibility regulated by OEM regulated by workshop 
chain
very good 
Workshop / warehouse size large  large small 
Supply chain very good good good 
It becomes obvious that regulated workshops generally 
have very good conditions (e.g. financial situation) [14] in the 
automotive aftermarket. In contrast to that, workshop chains 
often have to deal with a lot of different brands and therefore 
have to provide different services and technical demands. 
Apart from the workshop chains the independent workshops 
are normally the smallest type of workshops. Therefore, in 
many aspects they have challenges in comparison with the 
more powerful regulated workshops to adapt themselves to 
new conditions. For this reason the paper a presents a 
methodology which should simplify the choice of an adequate 
after sales strategy. 
In this chapter, the stakeholders of the automotive 
aftermarket were presented. For various reasons, the 
stakeholders currently do not lay the focus at the strategic 
adjustment of the after sales service. Therefore, a method was 
developed which allows stakeholders to review their current 
strategic focus and to make adjustments. 
3. Development of a method for strategy selection 
This chapter contains the description of the development of 
a method which allows the after sales service stakeholders to 
assess and adjust their existing after sales service strategies. 
The added value of this method is the simple handling of the 
application. This ensures the applicability of this methodology 
especially for the small and medium-sized enterprises. The 
method development was carried out in three sequenced steps. 
The approach to development methods is described below. 
3.1 Market assessment 
In the first step the relevant market indicators were 
identified. As a tool for this step the scenario technique was 
applied. This technique is a very structured methodology 
which delivers a high quality of results. [14] The analysis of 
the automotive aftermarket was organized by a project team 
and was carried out in cooperation with a group of experts in 
after sales service business. This approach ensures that all 
relevant impacts were considered and evaluated. Additionally, 
in the first phase, the most relevant indicators have been 
identified which characterize the after-sales service market. 
These key indicators are sufficient to describe the essential 
developments in the after sales market. The second step 
describes two to three potential development opportunities for 
each key factor. For this purpose, extreme tendencies, such as 
strongly positive or negative developments, as well as average 
values have been taken into consideration. The evaluation of 
those key indicators [10] led to the derivation of the so called 
after sales scenarios. 
Figure 2 shows some of the relevant key indicators with 
their positive, average and negative developments. Each key 
factor development is also characterized and explained in 
order to alleviate the assessment for the user. An example of a 
key factor is the number of spare parts in the automotive 
aftermarket. This indicator can change positively if, for 
example, a large number of hybrid cars will enter in the 
market. Otherwise the factor can remain unchanged, if for 
example usual cars with conventional ICE’s will dominate the 
market. And finally this factor can develop in a negative way 
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if a large number of electric cars with less moving parts or 
spare parts in general are floating in the market. 
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Fig. 2. Key Indicators 
By selecting the development of the key indicators at the 
end of the first step it results in a set up scenario for the future  
automotive aftermarket, the so called after sales service 
scenario.  
3.2 Identification of Strategies 
The second step contains the identified potential strategies for 
the after sales service. In this paper all possible activities that 
improve the current status of the after sales situation should 
be defined as a strategy. In fact it is difficult to separate those 
specific strategies that belong to the after sales service from 
those that belong to other automotive areas. Furthermore 
many strategies such as telematics services can be assigned to 
more than one area. These services can be offered as an added 
value in the after sales service, but there is also the 
opportunity to distribute them in combination with the 
primary product.  
While identifying the relevant strategies, at this point, the 
origin of the strategies not only was restricted to the 
automotive sector. Rather existing strategies from other 
industry sectors (e.g. ICT sector) which could be transferred 
to the automotive after sales service were considered. 
After selecting the essential strategies each of them was 
analyzed in detail. For this purpose a Strategy Identity Card 
for each strategy was generated. There is a large variety of 
different potential strategies and business models. [15] 
Therefore Strategy Identity Cards were created in order to 
structure the strategies and make them assessable. 
Figure 3 shows the leasing of the entire car or the battery as 
an example strategy for a strategy identity card. Aim of these 
identity cards is to enhance transparency about the strategies. 
The use of Strategy Identity Cards makes the strategies more 
assessable for the stakeholders. Each card includes defined 
criteria for the evaluation of the strategies. 
0
1
2
3
Customertie
Resource
intesity
Profitpotential
ImplementͲ
ationprocess
Description of the strategy
Impact of the strategy on: Requirements towards:
Leasing of car / battery
This strategy includes the leasing of the entire car or solely the leasing of the 
battery. The lessor finances the car respectively the battery while leaving the use of 
the car to the lessee by a contractually agreed leasing rate.
The aim is to attract a wider customer base in addition to the sale of automobiles. 
Due to the contractual obligations of the lessee, this method is particularly suitable 
for customer loyalty.
Human ressources
Adaptability
Financial situation
Flexibility
Supply chain
Fig. 3. Strategy Identtity Card 
The following factors are particularly important for the 
evaluation of the impact of a strategy: [16]  
xCustomer tie 
xResource intensity 
xProfit potential 
x Implementation process  
The result of this approach is a strategy profile that is 
visualized by a network diagram.  
Especially the requirements of the strategy implementation, 
which need to be identified, are highly important.  
This evaluation gives information about the suitability for the 
certain stakeholders. As illustrated in table 1 there are great 
differences between the stakeholders in the automotive 
aftermarket. These differences, however, lead to restrictions 
towards an implementation of a strategy. It is quite obvious 
that especially the financial power restricts the major part of 
the smaller and medium-sized workshops. As an example for 
this, the application of a leasing service for entire cars or even 
batteries is not realizable without an appropriate financial 
background.   
In conclusion these evaluations are the input for the selection 
of relevant strategies in the future of the after sales service. 
The selection is performed in the third step of the applied 
methodology.  
To complete the Strategy Identity Card all strategies are 
described shortly to ensure a common understanding about 
the approach and how to use it. 
3.3 Strategy selection 
The third and final step of the chosen method focuses on 
the strategy selection.  This combines the two previously 
considered steps – the market assessment and the 
identification of strategies for the after sales service. At this 
point, a multi criteria evaluation of the most important key 
indicators is performed. The assessment takes place on two 
levels, the market level (macro level) and the stakeholder 
level (micro level). 
At the macro level those strategies are filtered, which fit in 
general to the predicted future after sales service market. The 
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filter of the micro level is set up in order to identify these 
strategies that are necessary for the stakeholders. At this point 
the strategies are connected to the specific conditions of the 
stakeholders. 
Figure 4 illustrates the sequence of the macro evaluation. 
By using the identified key indicators and their specific 
developments (after sales service scenario) an alignment with 
the impact indicators for the after sales service strategies takes 
place. This information is stored in the respective strategy 
identity cards of the considered strategies. This evaluation 
was performed for every possible development of each key 
factor in order to facilitate a proper strategy selection. Due to 
the input of a specific after sales service scenario this step of 
the evaluation demonstrates both, on one hand the Market 
development and on the other hand a valuation basis for the 
possible strategies. 
According to the given example in Figure 4 it appears that 
the strategy factor „customer tie“ tends to develop negatively 
by the assumed market development. 
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Through the evaluation of the strategies and their 
suitability test which occurred for specific developments in 
step 2 each appropriate strategy can be issued. For this 
purpose a strategy profile was created. The strategy profile 
enables the filtration of those strategies which have a negative 
impact. 
Following the approach on the macro level, the evaluation 
has to be continued on the micro level. The evaluation is 
based on the specific conditions which were given by the 
stakeholders. For this, the indicators shown in Table 1 are 
used which – as already described – give information about 
the applicability of a strategy. These indicators are also 
included in the Strategy Identity Cards. Analogous to the 
procedure in Figure 4 a comparison between the 
predetermined profiles of the stakeholders is made with the 
profile of strategies. By the performance the method has 
passed through for the first time. As the result the stakeholder 
gets the recommended strategies which fit to the predicted 
market situation as well as to the specific conditions of the 
stakeholder.  
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Fig. 5. Process of the method 
Figure 5 illustrates the whole process of the method and 
should give a general overview about its approach. At the 
beginning the complete spectrum of all different after sales 
strategies is provided. By applying the two described filters, 
the number of applicable strategies is reduced to a smaller but 
accurate amount of strategies which is specifically 
complementary for the stakeholder. Before implementing a 
strategy it might be useful to pass through the method by 
using another possible after sales service scenario in order to 
cope with a wider range of potential future development. 
4. Utilization of the method 
In the last chapters the development of the methodology in 
order to select an appropriate after sales service has been 
described. I order to find acceptance for the users the method 
has to comply to a few preconditions. Especially the simple 
handling and the ease of operation is the most important for 
the user because they have to concentrate on their primary 
actions and their daily business. Another precondition is that 
the method should work without any specific previous 
knowledge about its handling. These assumptions need to be 
ensured to guarantee a high level of usage of this method in 
practice.
Finding appropriate strategies for the after sales service in 
an acceptable time, the user has to be relieved as far as 
possible. Thereby, this has ensured that only a limited number 
of key indicators were identified for an adequate description 
of the market development. Therefore, the user of the method 
only has to make a few considerations. Due to these 
independent considerations of the development of the key 
indicators the Stakeholders gains the ability to construct 
different market scenarios that potentially could occur. 
Furthermore this enables the user to determine strategies for 
possible alternative scenarios. In order to prevent very 
unrealistic scenarios, which most likely will not occur, there is 
a couple of potential developments for every key factor. 
Another relevant input for a proper strategy selection is the 
specific condition of the Stakeholder. On one hand an 
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independent workshop, for example, cannot implement all of 
the different strategies in its after sales portfolio, because it 
has not the needed conditions.  On the other hand there are the 
OEM-related workshops which often are not allowed to 
specify their service portfolio and due to that they are not able 
to perform certain strategies. For this purpose the stakeholders 
have to provide some specific parameters as an input, that is 
needed to allow a comparison within the method. As an 
output the selection of applicable strategies is provided to the 
user. This kind control system allows an adjustment of the 
strategic orientation of the after sales service in the future. 
4. Conclusion and further research 
The highly profitable automotive aftermarket is threatened by 
the rising share of electric cars due to many reasons. [7], [12] 
In this paper, therefore a method for the selection of possible 
strategies for the after sales service market in the automotive 
industry is presented. Using this method appropriate it is 
possible to select strategies in a simple way. The additional 
benefit of this method is the consideration of the future 
market development by regarding the relevant key indicators 
of the automotive aftermarket. Stakeholders are enabled to 
facilitate and improve their specific market position by using 
this method and by implement the right after sales strategies. 
The methodology is deliberately developed in a very simple 
way to ensure a comfortable handling, in particular to small 
and medium-sized stakeholders in the automotive after sales 
service.
As further research a more detailed method is needed. The 
market indicators have to be clarified more precisely.  Several 
levels (layer) will be included which allows a more 
sophisticated selection of strategies Finally, the method 
should be adjusted to all affected stakeholders in the 
automotive aftermarket in order to improve their position by 
using the presented method. 
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